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SUMMARY

In June 1992, the staff of the Commussion discussed
with the Commission’s Educational Policy and
Programs Commuttee the need to rethink the way in
which the Commission fulfills its responsibility for
reviewing proposals from Cabfornia’s public systems
of higher education for new degree and certificate
programs After extensive consultation with the
Intersegmental Program Review Council, which
consists of experts in program planning and evaluation,
the staff developed the plan outlined n this report

The basic changes in the Commussion’s work as
proposed in the report are three (1) the Commussion
will focus 1ts review efforts at the begimning of the
systems’ own review of proposals for new programs,
rather than warting until the systems have completed
thetr planming for the programs, (2) the primary
concerns of the Commission will shift from 1ssues
particular to a specific proposed program to 1ssues
regarding the place of the proposed program in the
entire spectrum of existing and proposed offerings 1n
mgher education 1n Califorrua, and (3) the role of the
Commussion at the end of the planming process will
shift from a formal review of the program to venfying
that the campus and system have been responsive to
the questions raised utially by the Commussion and
the Intersegmental Program Review Council
Through this process, the Commussion staff believes
the Commussion’s review of program proposals will be
far more useful in benefiting the systems and ultimately
their students

The plan received enthusiastic endorsement when 1t
was discussed by the Educational Policy and Programs
Committee of the Commussion at its meeting on
December 7, 1992 Further information about the
report may be obtained from the Commission at 1303
] Street, Suite 500, Sacramento, Califorma 95814-
2938
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The Commission’s
mandate

SHIFTING THE BALANCE:
A NEW APPROACH
TO PROGRAM REVIEW

S THE State’s coordinating agency for postsecondary education, the
Califorma Postsecondary Education Commussion 1s responsible
for representing the public interest and serving the public good It

alone 15 charged with examining those 1ssues that affect all of the pubhc col-
leges and universities 1n the State and has no specific instrrutional constituency
to frame its viewpoint

As the State confronts for the second straight year a budget shortfall of epic
proportions and its institutions struggle to meet the promises both explicit and
implicit in Califorma’s Master Plan, the Comnussion must continue to ensure
that the citizens of Califorma have access to the best possible education
within the resources provided Thus the Commussion’s ongomng interest in
the planning and coordination of educational programs offered by the Uni-
versity of California, the Califorma State University, and the Califorma Com-
muruty Colleges has been deepened by the present confluence of decreasing
resources and increasing high school graduation rates, student preparation,
and concomutant ehgibility for college Never has there been a2 more auspi-
¢1ous tine to rethink the ways that the State and its institutions of hugher edu-
cation do business so that, despite the vise of rapidly expanding student num-
bers and severely constrained budgets, continung quality, comprehensive-
ness, and currency in program offerings may be assured

The Donahoe Higher Education Act (Section 66903 of the Education Code)
identifies 20 specific functions and responsibilities of the Commussion, the fol-
lowing of which are erther directly or indirectly related to the review of aca-

demuc programs

1 It shall require the governing boards of the segments of public
postsecondary education to develop and submut to the commission
mstitutional and systemwide long-range plans

2 1t shall prepare a five-year state plan for postsecondary educa-
tion which shall integrate the plannung efforts of the public segments
and other pertinent plans The comrussion shall seek to resolve con-
flicts or inconsistencies among segmental plans in consultation with



the segments In developing such a plan the commussion shall
consider at least the following factors (a) the need for and location
of new facilities, {b) the range and kands of programs appropriate to
each institution or system, (c) the budgetary priorities of the institu-
tions and systems of postsecondary education,  (g) the educa-
tional programs and resources of private postsecondary
mnstitutions,and (h) the provisions of this division differentiating the
functions of the public systems of higher education

6 It shall review proposals by the public segments for new pro-
grams and make recommendations regarding such proposals to the
Legislature and the Governor

7 It shall, in consultation with the public segments, establish a
schedule for segmental review of selected educational programs,
evaluate the program review processes of the segments, and report
its findings and recommendations to the Governor and the Legisla-
ture

8 It shall serve as a stimulus to the segments and institutions of
postsecondary education by projecting and 1dentifying societal and
educational needs and encouraging adaptability to change

9 It shall develop and submut plans to the Legislature and the
Governor for the funding and admunistration of a program to en-
courage innovative educational programs by institutions of postsec-
ondary education

10 Tt shall collect or conduct or both collect and conduct studies
of projected manpower supply and demand, in cooperation with
appropnate state agencies, and disseminate the results of such stud-
1es to mnstitutions of postsecondary education and to the public in
order to improve the mformation base upon which student choices
are made

11 It shall periodically review and make recommendations con-
cerming the need for and availability of postsecondary programs for
adult and continuing education

12 It shall develop cniteria for evaluating the effectiveness of all
aspects of postsecondary education

13 It shall maintain and update annually an inventory of all off-
campus programs and facihties for education, research and commu-
nity service operated by public and private institutions of postsec-
ondary education

17 It shall consider the relationships between academic and occu-
pational and vocational education programs and shall actively en-



Meeting the charge

courage the participation of state and local and public and private
persons and agencies with a direct mnterest in these areas

Since its nception, the Commussion has focused its program review efforts
pnmarnly on the review of new programs as required 1n Item 6 of the
Donahoe Act Inits current form, that process works as follows

1 The University of Califorma and the Califormia State University annually
submut to the Commussion hsts of academic programs projected to begin
over the next five years in each system The Califorrua Community Col-
leges do not currently submut such a hst

2 Commussion staff selects a number of these projected programs for indi-
vidual review based on the seven criteria used for over a decade to guide
the Comnussion’s overall proposal review process for both undergradu-
ate and graduate degree programs (1) student demand, (2) societal
needs, (3) appropriateness to institutional and segmental mission, (4)
number of existing and proposed programs in the field, (5) total costs of
the program, (6) maintenance and improvement of quality, and (7) the
advancement of knowledge The staff lists these programs each year in
1ts report to the Commussion on program review activities

3 After the proposal for each selected program 1s approved by campus and
systemwide authorities, the system’s office then submits it for Commus-
sion staff review Using the critena listed above, the staff either concurs,
asks for additional information, or does not concur with the system’s rec-
ommendation for approval of the program The differentiation between
concurrence and approval exists because the Commussion, m 1ts advisory
rather than regulatory capacity, does not have the authonty to approve
programs, except for jont doctoral degree programs between the Cah-
forrua State University and independent institutions

4 Since the Chancellor’s Office ofthe California Community Colleges does
not submut a list of projected programs to the Commussion, staff reviews
all proposals from that system

5 The University of Califorma and the Cahforma State University also annu-
ally submut a summary of findings from campus reviews of existing aca-
demic programs -- a process that occurs for each program every five to
seven years Although the Chancellor’s Office for the commumity col-
leges does not yet summarize the findings of such reviews on community
college campuses, it submtted a report in 1991 describing the processes
currently in place

6 Commussion staff prepares an annual report to the Commussion about
these projected programs, proposed programs, and the systems’ review

of existing programs



Rationale for change

Potential for change

Academic planning clearly moves through a logical progression, from pro-
jected programs to proposed programs to implemented programs, which
are regularly reviewed and then presumably discontinued for programmatic,
fiscal, or other reasons The Commussion staff has focused its efforts near
the mud-point of this continuum, commenting on proposed new programs
after campuses have worked several years on developing them and after
these programs have been officially approved at the campus and system-
wide levels Thus process has placed the agency in a position of reacting to
proposals on a piecemeal basis and raising 1ssues at a tume when 1t would be
quite difficult to reshape the program in response In addition, this ad
senanm process has neither allowed any examination of the integration, ar-
ticulation, or comprehensiveness of the curnculum as a whole nor taken mto
consideration the best use or management of State resources

When resources were plentiful and campuses were growing, the current ap-
proach may have been sufficient Today it 1s not, so the Commussion and
systems have had to face the question of how best to use their resources
and expertise to ensure that the public 18 well-served by current and future
educational programs The Commussion staff, in cooperation with the Inter-
segmental Program Review Council (IPRC) that consists of representatives
from the three public systems and the Association of Independent Califorma
Colleges and Unuversities and serves in an advisory capacity to the staff, 1s
proposing to reshape the current proposal review process i a way that will
allow the Commission to respond more fillly to both the letter and the spint
of its enabling legslation

For the past several months Comrmussion staff has worked with the Inter-
segmental Program Review Council to reformulate the overall approach to
its proposal review activittes While the short-term goal may be to conserve
resources by decreasing the time and effort put into individual proposals by
the Commussion staff, more important goals have to do with quality 1ssues
For example

* The overall effectiveness of the review process will be enhanced by
shifting Commussion emphasis from later in the process to the beginning
when raising statewide interests, concerns, and pnionties will have more
tmpact

* Intersegmental collaboration will be strengthened by placing academic
programs 1n an intersegmental context through a truly intersegmental re-
view that has the potential to improve program and degree articulation
and also lead to more innovative programming and delivery systems

* Time wll be available for the Commussion staff to deal more proactively



Proposalfor change

with the other program review functions stipulated in the ongmnating legis-
lation

Better linkages can be forged between the Commussion’s program review
function and such other central Commussion foc as access, transfer, eligi-
bility, facilities and finance

And finally, the process may also allow larger 1ssues about curnculum and
mstruction to nse to the surface for mtersegmental discussion

Based upon the same principles of simplicity, flexibility, accountability, and
consensus that undergird the Commission’s work on space and utilization
standards (Storey, 1990), the process outlined below has the full support of
the members of the Intersegmental Program Review Council  The five major
elements of the proposed system include the following

1

Commussion staff will convene an annual meeting of the Council to review
all projected programs from the University and State University Al-
though the Califormma Community Colleges do not presently submit a list
of projected programs to the Commussion, Chancellor’s Office staff1s re-
vising 1ts current operating procedures, and the potential of the system’s
full participation in this revised process 1s discussed below

Commussion staff will focus on raising questions when the programs ni-
tially appear on the projected programs’ list  Although the Commuission
reserves the nght to request status reports, ask further questions at any
time during a program’s development, and to review individual programs
when the proposal 1s fully developed, if such review appears warranted, 1t
1s anticipated that for most programs, only the process and not the spe-
cific proposal will be reviewed at the end

The Intersegmental Program Review Council will have the opportunity to
discuss larger 1ssues related to academuc programs such as enrollment
demand and fiscal constraints and may 1dentify areas needing further
study either by the Commission or the systems

Commussion efforts 1n such areas as fiscal planning, master planning, en-
rollment planmung, transfer, eligibility, and facilities will be linked, when
appropnate, with academic programming issues

The Commussion staff will explore the feasibility of expanding its work m
the areas recommended by the ongnal legislation This shift in emphasis
is all the more essential because of the i1ssues currently facing postsecond-
ary education

These elements represent several significant changes to the Commission’s
current operating procedures



Implementation
of change

* First, Commission staff will become involved at the beginning of the pro-
gram review process, and the primary concerns of the Commission will
stuft from 1ssues particular to a specific program to issues regarding the
place of the proposed program 1n the entire spectrum of existing and
proposed offerings in hugher education in California

+ Second, proposals for new programs will take into account statewide
prionties, questions, and concerns

¢ Third, the Commission staff will work with the Intersegmental Program
Review Council to examine projected programs and to discuss larger 1s-
sues related to academic program planning

* Fourth, the role of the Commussion staff at the end of the process will
shift from a formal review of the program to venfiing that the proposal
prepared by the campus and reviewed by the system has been respon-
sive to the questions raised at the outset

+ Fifth and finally, academic program planmng wall inform other Commis-
sion studies where appropnate, and other work related to program re-
view may be incorporated in the Commission’s annual workplan

The new process will mvolve Commussion staff’s calling an annual meeting
of the Intersegmental Program Review Council during which its members
will focus solely on projected programs At this meeting, each new pro-
gram will be reviewed on the basis of its appropnateness to institutional mis-
ston, student demand, the needs of the state of Califorma and the nation,
and possible cost The place of the program amud the entire spectrum of
offerings in the State will also be considered as will whether equally valuable
results could be obtaned n other, less expensive ways -- such as expanding
existing programs, offering such a program jomtly, using educational tech-
nology, and the like At this initial meeting, agreement will be sought on
questions that should be answered persuasively by the proposing campus 1f
the proposal 1s to receive approval by the system and final concurrence by
the Commussion, the types of evidence that will be considered acceptable
by the Commussion, any larger implications of the answers, and the possible
necessity of intenm status reports

The proposing campus will then be informed by the systemwide office about
the nature of these discussions From that point onward, the staff of either
the University or the State University will have the responsibility for verifying
that the campus has done an acceptable job of responding to such 1ssues as
cost, better estimates for student demand, campus reallocation of resources
to meet the needs of the program, and whatever other 1ssues were rased at
the meeting.



Anticipated benefits
of change

When the program proposal is in its final form -- the point at which it is pres-
ently reviewed on an individual basis by Commussion staff -- the system wall
send the proposal to Commission staff for review of the process and venfi-
cation that the concerns set out at the initial meeting have been addressed In
the meantime, Commission staff, with the advice of the Intersegmental Pro-
gram Review Council, will develop a checklist geared to the earlier questions
for use at this stage

The role of the commurty colleges 1n this new process must be determined
The Chancellor’s Office 1s still developing its capacity to acquire the neces-
sary information from the individual campuses regarding all stages of the pro-
gram review continuum In the short-term, the Chancellor’s Office will focus
its planning efforts on clusters of programs and discuss the emphases, bal-
ance, and patterns within the system In the long-term, however, Commus-
ston staff continues to urge that as soon as possible the commumnity colleges
provide three-to-five-year projections on academic programs just as the
University and State University do

From a pubhc polcy perspective, the procedural change being proposed
should improve the process currently employed by the Commussion wn 1ts re-
view of new academuc programs submutted by the three public segments
The new process will focus the Commussion’s efforts on an earlier stage of
program planmng and allow questions to be raised before the campus and
system 1nvest years of time, energy, and resources in developing a new pro-
gram It will allow the Commussion to examine new programs at what Frank
Bowen and Lyman Glenny have referred to as *‘a level of aggregation and
generality that 1s appropnate for consideration of statewide concerns that
cross segmental boundanes’ (1981, p 53)

Elevating academic program review to this new level of generality will assur-
edly lead to fruitful avenues of collaboration between the Commussion and
the systems For example, the questions asked may lay the groundwork for
intersegmental reviews of exasting programs -- reviews the Commussion has
recommended for years but on which no agreement has ever been reached
with the systems The Commussion will also work with the systems to im-
prove the Commussion’s database about educational programs, including vo-
cational/occupational programs, so that the Commussion can produce a com-
prehensive inventory of programs by system and across systems, as well as
more precise information about enrollments and degrees conferred These
data would no doubt be exceedingly useful during the joint Comrmussion/
Council review of projected programs Such data, together with manpower
studies on emerging needs, have the potential to assist the segments and thewr
campuses in determining programmatic prionties, and would also provide the
basis for another Comnussion study on major gains and losses in various



Timeline for change

Issues regarding
change

academic disciplines, the last being 1ssued in 1987 The Commission might
also better incorporate academic program data and issues in its studies on
graduate and undergraduate education, long range human resource needs,
student flow, equity, time to degree, curncular integration and innovation,
and educational technology

With the consent of the Commussion, the next steps m this process will begin
in January 1993 when Commussion staff and members of'the Intersegmental
Program Review Council will meet to begin the phase-in of the new ap-
proach to program review by devising the preliminary list of questions that
should be asked of the campuses which submut program proposals, coming
to agreement on who should ask the questions, at what stage, with what
documentation, and potential imphcations of the response If the plan pro-
posed 1n this document 1s approved at the February Commussion meeting,
the first attempt will be made by Commission staff and the Council to apply
the new process to the most recent five-year list of proposed programs dur-
ing March 1993 By January 1994, an assessment of the process will be
made and modifications proposed for future program review activities The
exasting process for program review will be m effect until all program pro-
posals that are sufficiently far enough along in the pipeline as to make this
conceptual review nappropniate have been submutted for concurrence

If the new process 1s to work effectively, Commussion staff and representa-
trves of the systems should continue to consult and cooperate as they have
over the last several months In this regard

¢ The Chancellor’s Office of the California Community Colleges should
move as quickly as possible to provide a list of projected programs

¢ Undergraduate degree programs should be included on the Umversity of
Califormua’s projected programs’ hst, just as they are for the State Unu-
versity

* The need for information about academic programs in the independent
nstitutions 1s crucial to the public segments and to statewide planning
Although the obstacles to obtaining it are formudable, discussions should
continue with the Association of Independent Cahiforma Colleges and
Universities

Furthermore, some matters cannot be delegated to the Intersegmental Pro-
gram Review Council

+ By statute, only the Commussion is empowered to approve jomnt doctor-
ates between the California State University and mdependent institutions,
and those proposed between the University and State University are
sufficiently rare to permut continuing detailed final review by the Com-
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References

mussion staff, even though planming questions will be directed to the cam-
puses at an earlier stage

+ Finally, although the new process 1s designed to be intersegmental and
collaborative, the Commussion 1s bound by its legislation and canin no
way abrogate 1ts ultimate responsibiliies

Legislative Analyst Elizabeth Fhil pomnted out on November 6 at the annual
conference meeting of the Califorma Association for Institutional Research
that several central 1ssues regarding acadernic programs are becormng in-

creasingly important
¢ Should campuses specialize, rather than be comprehensive?

¢ Should campuses be explicitly trying to meet the needs of the State?

+ How are decisions made on what courses and programs are being of-
fered?

Such an inquiry made 1n a public forum may well signal increasing interest on
the part of the Legsslative Analyst’s Office, the Legislature, and others on
these matters Shifting the balance as this plan recommends -- from the
muddle of the process to the beginning, from an exclusively Commussion-di-
rected model to an intersegmental one, from a focus on individual programs
to the whole of academic programming withun and across systems, from a
sirictly programmatic focus to an arena of multiple issues -- will put both the
Commusston and the systems in a better position to respond to similar ques-
tions posed both internally and by the external constituencies they serve
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CALIFORNIA POSTSECONDARY EDUCATION COMMISSION

THE California Postsecondary Education Commus-
sion 18 a citizen board established i 1974 by the Leg-
islature and Governor to coordinate the efforts of
Cahforma’s colleges and umversities and to provide
independent, non-partisan policy analysis and recom-
mendations to the Governor and Legislature

Members of the Commission

The Commussion consists of 17 members Nine rep-
resent the general public, with three each appomted
for six-year terms by the Governor, the Senate Rules
Commuttee, and the Speaker of the Assembly Six
others represent the major segments of postsecondary
education m Cahforma Two student members are
appointed by the Governor

As of Apnl 1995, the Commussioners representing the
general public are

Henry Der, San Francisco, Chair

Guullermo Rodnguez, Jr , San Francisco, Vice
Charr

Elaine Alquist, Santa Clara

Mim Andelscn, Los Angeles

C Thomas Dean, Long Beach

Jeffrey I. Marston, San Diego

Melinda G Wilson, Torrance

Linda J Wong, Los Angeles

Ellen F Wright, Saratoga

Representatives of the segments are

Roy T Brophy, Fair Oaks, apponted by
the Regents of the University of Califormia,

Yvonne W Larsen, San Dhego, appointed
by the Californta State Board of Education,

Alice Petrossian, Glendale, appomted by
the Board of Governors of the Cahforma
Commumty Colleges,

Ted J. Saenger, San Francisco, appointed by
the Trustees of the Califormia State University,

Kyhi Smeby, Pasadena, appointed by the
Governor to represent California’s independent
colleges and universites, and

Frank R Martinez, San Luis Obispo, appointed

by the Council for Private Postsecondary and
Vocational Education

The two student representatives are
Stephen Lesher, Meadow Vista
Beverly A Sandeen, Costa Mesa

Functions of the Commission

The Commussion 1s charged by the Legislature and Gov-
emor to “assure the effective utihzation of public postsec-
ondary education resources, thereby eliminating waste and
unnecessary duplication, and to promote diversity, innova-
tion, and responsiveness to student and societal needs

To this end, the Commussion conducts independent reviews
of matters affecting the 2,600 mstitutions of postsecondary
education in Califorma, including community colleges,
four-year colleges, untversities, and professional and occu-
pational schools.

As an advisory body to the Legislature and Governor, the
Cominussion does not govern or admunister any institutions,
nor does it approve, authonze, or accredit any of them.
Instead, it performs 1ts specific duties of planning,
evaluation, and coordination by cooperating with other
State agencies and non-governmental groups that perform
those other goverming, administrative, and assessment
functions

Operation of the Commission

The Commussion holds regular meetings throughout the
year at which it debates and takes action on staff studies
and takes positions on proposed legislation affecting
education beyond the high school in Califormma By law,
its meetings are open to the public Requests to speak at a
meeting may be made by wnting the Commission in
advance or by submutting a request before the start of the
meeting

The Commussion’s day-to-day work 1s carned out by its
staff in Sacramento, under the guidance of its executive
director, Warren Halsey Fox, Ph D , who 13 appownted by
the Comrmussion

Further information about the Commussion and 1its pubh-
cations may be obtained from the Commussion offices at
1303 J Street, Suite 500, Sacramento, Califormia 98514-
2938, telephone (916) 445-7933
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